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“If no 5Ss, there is no foundation of ‘All people's participation’, 

if no "All people's participation", there is no mind of ‘Attachment to the machine’. 

And finally, if no ‘Attachment to the machine’, there is no Jishu-Hozen”. 

Koichi Kimura 
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I. Introduction 
I would tell the story of SEISO in Jishu-Hozen.  

In the description of TPM-4, I wrote it shortly and explained: 

1) The purpose of Maintenance SEISO is to fined abnormalities with through the activity of 
special cleaning up. 

2) Special cleaning is called Cleaning maintenance 
3) It is initial activity of TPM. 

And described as next… 

“Cleaning and maintenance are correlated in terms of work, and cleaning should  be 
done in pairs with conservation activities”. 

In other words, if you thoroughly make the everyday "Clean up", you can grasp the state of normal 
operation / movement, it becomes "sensible cleaning" with the addition of the "inspection" work 
naturally to detect abnormalities. 

In order to maintain a normal state, "maintenance" work to restore or reform the abnormality is 
necessary, and it takes the form of "reform cleaning", that is, "cleaning maintenance". 

In addition, immediate maintenance that immediate restoration and reform of workers themselves 
on the spot becomes the principle, and in case of which to be difficult, it is required to the 
maintenance department. 

It is indeed daily 5Ss activity is important for TPM. But 
just daily SEISO in 5Ss activity is not enough for PM and 
has the limit. 

The purpose of SEISO in PM is to find abnormalities in 
an entire machine in taking time and is required 
thorough SEISO. But Daily SEISO in 5Ss cannot be taken 
time and at most 10 minutes. As I shall describe later, 
the items and points of SEISO in PM are required to 
transfer to daily SEISO with Kaizen which is easy open, 
easy checking, easy clean-up, scattering prevention 
and scattering minimisation. 

But still SEISO in PM cannot be as Daily SEISO in 5Ss. 

Consequently, my saying is that for TPM, SEISO is 
essential in both Daily SEISO in 5Ss and SEISO in Jishu-
Hozen in PM. 

Koichi Kimura 
August-2018 
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II. 5Ss 
I would tell the story of 5Ss… 5Ss? And, Why now? 

I told that Maintenance SEISO and 5Ss SEISO are different. However, if your factory doesn’t or cannot 
implement 5Ss, it may not possible to make Maintenance SEISO (of Jishu-Hozen) also. 

For getting your good understanding regarding Maintenance SEISO, I would introduce a story… 

I teach Maintenance SEISO as one of essential part of Jishu-Hozen (which is autonomous 
maintenance by operator) in foreign factories. The foreign companies also desire to introduce TPM 
(Total Preventive Maintenance).  

Yes. It is quite true that they want to introduce and stabilize TPM and I'm invited and required the 
coaching of it. Of course, I teach and suggest with my full force and knowledge.  

However, the results of stability of the activity is not satisfactory to me. 

They keep the style which they make special cleaning up of machines in special time. But the special 
cleaning up doesn't affect to improve the machines reliability…  But, Why? 

It is because the SEISO level is not sufficient and in a perfunctory (superficial). Therefore, they cannot 
find abnormalities and signs of defects or machine troubles. 

And although, SEISO by maintenance engineers is effective, also, it should be transferred to Jishu-
Hozen. Jishu-Hozen is more effective than the maintenance work by maintenance section and, also, 
is economical.  

But again, why to be insufficient and in a perfunctory? 

The operators cannot have an attachment (love) to the machines or processes. Then the special time 
for special cleaning becomes "killing time and in a perfunctory". 

SEISO is most powerful means of Jishu-Hozen. But in reality, I cannot find good example in a foreign 
factory. 

It is quite clear that the 5Ss activity in Gemba of such foreign factories, in which the Maintenance 
SEISO isn't made sufficiently, is in a perfunctory. 

They repeat the name of “Lean, lean, lean”. However, the Gemba is not entirely “lean”. 

Yes, the factories which I visited are looks like beautiful Gemba in its own way. However, the 
Maintenance SEISO in Jishu-Hozen is insufficient. 

But why?  

They have got beautiful passageway cleaned working place. But they cannot implement KAIZEN 
activity (QC circle, kaizen suggestion and ideas implementation in Gemba), Maintenance SEISO in 
sufficient level. And they are in a perfunctory. 

http://creativecommons.org/licenses/by-nc-nd/4.0/
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But, why?... I have can understand the whys, and there are 3 reasons. 

1. One is "no establishment of sharing value" with Gemba people. 
I have written quite often the "all people's participation (to the corporate management)". 
And it is quite right to use 5Ss activity for fostering the sense of sharing value. 
Unfortunately, the relation between management and Gemba is still separated even though the 
corporate targeting lean management. 
Why? Why is it so difficult? …So, the 5Ss activity is the best solution. But they cannot. 

2. Second reason is the management philosophy and operating style. 

• The management doesn't look at and recognize the Gemba activity such 5Ss.  

• The management says that 5Ss is important. But… 
o They don't look at the 5Ss situation in Gemba.  
o They don't have the KPI of 5Ss.  
o They don't recognize 5Ss as managerial subject.  

3. The third one is the short period of Gemba manager's stability. 
There is a trend that a manager who works long period in same place is inability and a competent 
manager going to quit in shorter period. Therefore, no matter how much time passes, they 
cannot stabilize 5Ss.  

Then, what is the solution? …Anyway, intend 5Ss. 

There is no solution for a competent manager going to quit in shorter period in European and USA 
companies. 

The answer is the "Basic Management Philosophy and Operating Style”. In that way, the managerial 
activity is very simple: 

1) Management to make Gemba walk occasionally, to show the will.  
I don't like the word of Gemba walk by manager. But there is no way. 

2) Include 5Ss index in managerial KPIs. 
3) If possible…  Include 5Ss in corporate philosophy or yearly base policy. 

5Ss is too natural and not suitable to include in corporate philosophy. But there are such 
corporations which I will introduce later. 

1. Stories of 5Ss 

The beginning of things was 2 e-mails from my old student who was a factory supervisor and a 
University student. 

Then I introduce the story of this supervisor and the requirement of the University student for your 
reference. 

Please understand that I'm talking theme: Jishu-Hozen. For SEISO in Jishu-Hozen, the constitution of 
keeping 5Ss is inevitable. 

http://creativecommons.org/licenses/by-nc-nd/4.0/
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The e-mail of the Gemba supervisor. 

“Sensei. I decided to leave this company. As you remember, we established the project to 
introduce and stabilize TPM. And initially the machine maintenance activity was going well. 
But unfortunately, the result & effects hit the ceiling (peak) which is never sufficient to reach 
the final goal. 

We cannot move to Jishu-Hozen based on all operators' participation. 

The reason is that we cannot implement and stabilize normal 5Ss activity with Gemba 
workers. We do 5Ss. But it became perfunctory (got into a groove) and in superficial. 

I believe I'm right. As Sensei told us we implemented to use 5Ss as the tool of all operators’ 
participation. But unfortunately, 5Ss activity is in superficial and is not to be the tool of all 
operators' participation. 

I understand the cause. The cause is the indifference of management involvement. 
Management class doesn't make Gemba walk & visit. 

Then I gave up and decided to leave this company”.  

This is the outline of his e-mail. Then, I made special video conference with him. Later I write about 
this video conference, but at the same timing I got another one of e-mail regarding 5Ss. 

The Email from an enthusiastic student 

Normally I never respond to individual e-mail, without my students. But this university student was 
very enthusiastic. She repeatedly e-mailed me and questioned. 

After the several neglects, I gave up and responded her, and questioned what you want to learn. 

Her letter was sprinkled with "why" as follow: 

“Why Japanese management is enthusiastic about 5Ss? 

Why US and European management are not? 

What is the purpose of 5Ss as a management? 

What is the influence on the management? 

What is the effect to corporate management? 

Etc.” 

Then I sent her the material of 5Ss & Checklists (5S-1 & 5S-2 plus 5S & Katazuke checklist, which you 
already received) as usual. 

http://creativecommons.org/licenses/by-nc-nd/4.0/
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However, she didn't consent to my response and questioned why, why and why. And I honestly say, 
that I was annoyed. But I finally understand her question with next key word: 

I. The first one was: "What is the influence on the management?" 
II. And the second one was: "Strategy as Practice". 

She made very frequent questions and said that "What is the influence on the management and SaP 
(Strategy as Practice)?" 

I didn't, and still don't, have the profound knowledge about Strategy as Practice (SaP). In that way I 
required her to explain what SaP is. 

Then she mailed me with tremendous pages of attached documents in e-mail. But I responded her 
and require keeping rule of ESS (Easily, Shortly and Simply), if she wishes to keep contact. Honestly, I 
don't have such time to decipher and understand difficult papers. And required to explain it in easy, 
short and simple sentences. In parallel I researched the Japanese thesis.  

So, these were the 2 kinds of e-mails. And I would write about each one separately. 

 

In that time, I needed to look at calmly and thinking 5Ss teaching… 

In Japan the implementation of 5Ss is not a difficult matter. But in foreign countries, it is so difficult 
to stabilize even though all corporations intend to implement lean management and TPM. 

Why? …If we cannot overcome this question about the introduction & stabilisation of 5Ss, it is not 
possible to establish the base of TPM, furthermore it is not possible to target “lean management”.  

Let's look at and search the reasons in Japanese managerial fields. 

Why Japanese management enthusiastic to 5Ss is and, can 5Ss be an essential condition of corporate 
management? 

For a good understanding, let's look at next 5 items. 

1) 3Ss; 
2) Muda Zero activity; 
3) Managerial effect by 3Ss; 
4) Sound practice to corporate management; 
5) Right brain management and “Left brain” management. 

The points 4) and 5) are not related to the main theme SEISO of Jishu-Hozen directly. Therefore, I will 
describe these in next chapter.  But, in this chapter I just describe the first three ones: 1) 3Ss, 2) 
Muda zero activity and 3) Managerial efficiency. 
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2. 3Ss (Seiso, Seiri and Seiton) 

The contents of my description in here are: 

• The effect of 5Ss activity as the tool of factory management. And 

• Why it is so difficult to stabilize 5Ss in foreign countries. 

We would to come back with the outline of the e-mail of supervisor and my response. 

There was a serious question from the supervisor regarding 5Ss. In that way his factory introduced 
5Ss activity since before 1.5 years. And his first question was that how factory management should 
be done. Because despite his effort, the factory performance became not well. 

—Is 5Ss activity going well? —I questioned him in a special video conference 

—Doing, but not well, rather in a perfunctory —he answered. 

As I repeatedly say that 5Ss is the foundation of, as you intend, lean, TPM, TQM and Kaizen. And 
there are direct and indirect effects for factory management. 

The direct effects are: 

• Improvement of safety and health and public health in the workplace environment and; 

• Improvement of efficiency and cost reduction. 

And the indirect effects of 5Ss are such: 

• Improving the useful life of machinery and equipment; 

• Improving employee motivation and morals;  

• Improving teamwork and sense of solidarity; 

• Improving sales; 

• And 5Ss activity is one of Kaizen activity form. 

Therefore, 5Ss is a base of Factory Management. 

—I know, I know! Sensei, but… —he repeatedly said. 

About improving sales, I must write down an annotation: 

“As a corporation, the best sales person is the condition of the Production Gemba and 
therefore it is said that Gemba is a mirror of the company”. 

—Anyway, you were the representative of the project, let your managers understand 5Ss in their 
body by mean driving them out from their offices and let them go to the Gemba —I explained. 

—Your country and Japan are in different culture. Then your country has a handicap. Then comparing 
the situation of the historical back ground to Japan. But such situation can't be changed… —I 
continued explaining and then I sent, him next information:  

The historical and cultural background of 5Ss: In many Japanese excellent companies, Seiri, 
Seiton and Seiso are done by managers and employees by themselves. Great Japanese 
management like as Taiichi Ohono, Sigeo Singoh, Soichiro Honda, Konosuke Matsushita they 
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have also taken care of Seiri, Seiton and Seiso. And many companies adopt "Seiso" as part of 
education & training.  

 

Flying notes by Kimura-san 

 

Seiso as part of education & training  

There is a very strange company, when looking at this company from foreign country, whose name 
is Tanisake. 

I have some companies to pursuit and investigate. Tanisake is one of object to investigate for a 
long period. 

This is a very small company and his main product is a cockroach buster. So, the number of 
employees is 37 in 2018. It is indeed very small company. 

When I visited with my students, the president was making SEISO in Men's restroom by himself. 

…A president makes SEISO by himself! 

One of eye-catching thing is the number of Kaizen Suggestion, into the suggestion and the ideas 
implementation schemes. 

According to the record of 2017, this company was the 8th in Japan, and… 

• The number of Kaizen suggestion; 76.2/person year. 

• The ratio of Kaizen implementation; 68.3%.    

Incidentally at the 2008, when I started to observe this company, the result of number of Kaizen 
suggestions, amount of prise and economic effect were even better… 

• Number of Kaizen suggestion; 166.6/person year. 

• Amount of prise; 2,182dollars/person year. 

• Amount of economic effect; 9,179dollars/person year.   

This company organizes a cram school so called “Tanisake cram school”. 

And in this cram school, the organizer teaches corporate philosophy with through "SEISO".   With 
through SEISO teaching a corporate figure which should be. 

It is indeed unique… or rather than a unique company, but strange. And every time, there are 
many applicants who are mostly corporate managements.  

Koichi Kimura 
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What meaning for factory management and management effect are there in SEISO? 

Looking back on the history of Japanese companies, we can see that Japanese has overcome 
management challenges by SEISO activity. Even now, there are many companies tackling with 5S, 
such as Seiri, Seiton and Seiso, mainly in the manufacturing industry. The word 5Ss came to be used 
more often in the late 1970s and early 1980s.  

We can see the step in the history of Toyota. And as I have described in 5Ss, the first was the 
conversation of Taiichi Ohono and Sigeo Singo.  

In the background, there were TPS, TQC, TPM (Total Preventive Maintenance), ZD (Zero Defect 
activity), Deming Prize challenge etc., which began at the time, mainly at major companies. 

It is an activity to tackle with quality and productivity improvement through participation by all, and 
positioning Seiri, Seiton and Seiso as the foundation, calling it as 5S and was tackled with it. At that 
time, Japanese companies that had been intensely competing with Western companies, focused on 
3Ss to improve productivity. 

In the 1960s, the word 3Ss already appeared. It was a time when workmen's accidents occurred 
frequently, and we put efforts into 3Ss of Seiri, Seiton and Seiso, to improve the workplace safety 

3. “Muda-Zero activity" & "Muda-Zero week" 

Now I would tell the historical background of 3Ss… 

Back in the era, from the early 1920s to the early 1930s, it seems that Seiri, Seiton and Seiso where 
been focusing. At the time the whole country was in a difficult situation due to the Great Kanto 
Earthquake1 and Showa Depression2. So, in order to save money, the whole country has worked 
beyond the boundaries of companies with words such as "Muda-zero activity" "Muda-zero week". 

In this era Japanese implemented 3Ss for the reduction of Muda  

It was around 1900 when Japanese companies started Seiso and Seiri, Seiton. A factory that 
gathered a large number of workers began to implement 3Ss around this time.  

At this time (1900s) the major industry in Japan 
was spinning and textile. There were the 
industries, but were the light industrial products 
such match, bulb etc. The heavy industries such 
iron and steel were begun. But the 
development was much later. 

And the spinning of silk was the major industry 
and earned the 1/3 of export total value. 

                                                            
1 1923 Great Kantō earthquake: https://en.wikipedia.org/wiki/1923_Great_Kant%C5%8D_earthquake  
2 Shōwa financial crisis: https://en.wikipedia.org/wiki/Sh%C5%8Dwa_financial_crisis  
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 Working at a spinning and textile factory that was popular at the time hired a number of women 
called "workwomen". 

Most of them came from rural areas and were brought to the shoulder of their parents 'debts and 
forced to work for a long time, low wages. 

But when reading the materials of the time, the industrial companies had a serious problem which 
was the workwomen's chatter and laziness which were constantly and incessantly. And then it was 
written that it was inevitable to let them work long hours (13 ~ 14hours/day). 

Also, in men's workplace, the lack of discipline and diligence seems to be a problem as well. 
Therefore, what was introduced to raise discipline and diligence was 3Ss. 

These matters are in historical materials. And the interesting point is that 3Ss is not introduced for 
such Safety requirement, but for discipline & diligence. 

The important thing is the purpose of 3Ss introduction is… 

“Whether safety, save money or discipline & diligence, the introduction was accepted and 
stabilized in Japanese company and society” 

A little more let's look at the history of SEISO… For instance, when I was a school child (seventy years 
ago), there was (also is) the system of SEISO duty by school children. 

The case of an elementary school lower grades (6 ~ 8 years old) 

SEISO area (classroom) and SEISO area (Corridor), Children’s Name of SEISO duty 

 Job contents in classroom ↓ : 
1. Sweeping and Trash collection & chuck 

out; 
2. Wiping & wiping of blackboard; 
3. Sweeping desk and SEITON. 

Job contents in corridor ↓ (corridor & toilet): 
1. Sweeping and trash collection and 

shedding water; 
2. Tile wiping and shedding water. 
3. Tool put wiping and SEITON 
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In Japan and in our schools, traditionally cleaning by children and students is been taking place. This 
tradition can be traced back to Terakoya3 in the Edo period, to the medieval temple education.  

And school teacher teaches SEISO to the children as next: 

The role of floor cloth is to transfer dirt to itself. If you do not understand this, you will "wipe" 
just by sliding clothes. 

                                                            
3 Terakoya: In the upper part of the Edo era, a teacher at a temple is a scholarly institution that taught reading, 
writing, calculation, etc. to children of town's people. https://en.wikipedia.org/wiki/Terakoya  

Flying notes by Kimura-san 

 

The type of SEISO work in other countries: 

Schools in other countries do not necessarily clean the classroom, corridor and around schoolyard 
etc. by the children and students. As for the countries of the world, the school cleaning can be 
divided into three types, "cleaner type", "cleaner / student type" and "student type". 

Then Europe and US are the "cleaner type" (outsourcing of cleaning job). 

In the Western countries, since ancient times, cleaning is regarded as a slave job, and "such a 
traditional sweeping view constitutes an important factor for forming cleaner type". 

The second "cleaner / student type" refers to the country that to be done by mainly cleaning staff 
but the student does also school cleaning, and socialist countries belong to this category. In these 
countries, students are also required the cleaning from the viewpoint of combining education and 
labour while following the Western tradition of cleaning school by cleaners. 

The third "student type" refers to the countries that have students doing school  cleaning, and 
Asian Buddhist countries such as Japan, or countries with Buddhist traditions belong to this 
category. In these countries, the Buddhist sweeping view which regards the cleaning as a means of 
spiritual enlightenment and human training as an important way constitutes the background of 
school cleaning. In other words, doing SEISO is not only cleanses of the place but also has 
something that leads to "cleaning the heart" that removes dust and dirt from the heart. Also, the 
sense of cleaning in Japan is deeply rooted in the sense of cleanliness of Shinto which is detestable 
for impurities and uncleanness, and the influence of Shinto is seen in the background of school 
cleaning. 

In school cleaning, educational effects such as cultivation of cleanliness habits, training of public 
minds, promotion of health, and experiences of labour are recognized. 

And SEISO has a very important significance for human formation, and school cleaning by students 
and children is a traditional feature of Japanese education. 

 Koichi Kimura 
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A floor cloth cleans up others by getting dirty itself. That is a floor cloth. Children… If you 
understand this properly, you will change how to wipe. You fold the floor cloth in a size just 
like the weight to ride and carefully wipe it when finding the dirty part. 

And when you open the floor cloth, you can see clearly that the dirt has moved to the floor 
cloth. 

You can make others shine by making yourself a hard feeling. This is the spirit of 'wiping with 
floor cloth'.  

I feel just like a teaching of Zen. But it is a reality. 

Guidelines of Education (2017 revision) of Japanese Ministry of Education: 

"Souji = SEISO" is positioned as an activity for individual career development and self-
realization among "classroom activities". 

And says… 

"Understanding the significance of working to foster awareness of social participation, 
understanding the significance of collaborating by aware of the role of self, duty activities 
such as Souji and engagement activities".  

Recently Singapore has decided and began to introduce Souji (SEISO) by school children.   

As you understand, Souji (SEISO) is a Japanese culture. In such profound culture, 5Ss has born. 

Zen and SEISO 

By the way, I believe everybody knows Zen, but please understand that I'm still talking about SEISO in 
Jishu-Hozen. 

Zen 

Zen has origin in South India and is the founder of Daruma (Bodhidharma4) who went to China later. 
In that way, Zen Buddhism is a group of Mahayana Buddhism5 (Saoto sect6 and Rinzai sect7) and, it is 
abbreviated as "Zen". Zazen is the basic form of training. 

In China, Zen developed since Tang to Song8, the power was still alive in the former being the 
conquering dynasty, but it faded when entering the Age of Ming9. 

                                                            
4 Bodhidharma (Daruma in Japanese): https://es.wikipedia.org/wiki/Bodhidharma  
5 Mahayana: https://en.wikipedia.org/wiki/Mahayana  
6 Sōtō Zen or the Sōtō school: https://en.wikipedia.org/wiki/S%C5%8Dt%C5%8D  
7 The Rinzai school: https://en.wikipedia.org/wiki/Rinzai_school  
8 Tang (618-907) & Song (960-1279) Dynasty: https://en.wikipedia.org/wiki/Tang_dynasty 
https://en.wikipedia.org/wiki/Song_dynasty  https://www.youtube.com/watch?v=FZGXXbh3jzU 
https://www.youtube.com/watch?v=yguW_CsC4Qo  
9 Ming dynasty (1368-1644): https://en.wikipedia.org/wiki/Ming_dynasty  
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Although it declines in the Ming Dynasty in China, Dogen (1200 - 53. Founder of Soto sect) which 
went to China in the Kamakura period10 brought about, and in Muromachi period11, it developed 
under the protection of the Shogunate12. After the Meiji period13, the "Japanese-Zen" was spread to 
the world. 

When I was young, the Zazen training was provided as an employee training also manager's training. 
And I was required to participate the training in a temple. 

In the Buddhism training there are 3 training categories which are: 

1. 作務  (Samu) 
SAMU is Souji (SEISO) and Seiri & Seiton, weeding in the garden, and in the past, it breaks 
firewood, in short, it is a work that sweats and works on your body. Among them, 
representatives of the work are Souji (SEISO). 

2. 勤行 (Gongyou) 
This is a job of reading sutras and doing a zazen. 

3. 学門 (Gakumon: scholarship) 
It is to learn the sutras and other studies 

Of course, it is also important to study sutra14, work of reading sutra or zazen. However, in the word 
of "What is such a thing", the SAMU is often neglected. But it is actually very important to hone our 
mind. 

In order to teach this matter, the SAMU is the first priest's work. 

When I got the training, which occurs in a temple of Koyasan15 as a special course as manager. 

The course spend one week of training. But, normally the course is only one to three days. The 
training schedule is all days same as next, but just final day, we got the lecture of a high position 
monk. 

• 5:00  Wake up and Katazuke of futon and wash face & mouth; 

• 5:20-6:00 Morning Gongyou; 

• 6:00-6:30 Breakfast; 

• 6:30-8:30 SOUJI training; 

• 8:30-12_00 Group discussion: 8:30 ~ 12:00; 

• 12:00-13:00 Lunch, including free time; 

• 13:00-16:00 Zazen; 

• 16:00-18:00 Evening Gongyou; 

• 18:00-19:00  Diner with completely vegetable food; 

• 19:00-22:00 Free time. Actually, it is the study time. keep quiet. 

• 22:00  Lights off and sleep. 

It was forgettable, very hard. Particularly Zazen was indeed painful training.  

                                                            
10 The Kamakura period (1185–1333): https://en.wikipedia.org/wiki/Kamakura_period  
11 Muromachi period: https://en.wikipedia.org/wiki/Muromachi_period  
12 Shōgun: https://en.wikipedia.org/wiki/Sh%C5%8Dgun  
13 The Meiji period (from October 23, 1868, to July 30, 1912): https://en.wikipedia.org/wiki/Meiji_period  
14 Sutra: https://en.wikipedia.org/wiki/Sutra  
15 Mount Kōya: https://en.wikipedia.org/wiki/Mount_K%C5%8Dya 
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The picture left-hand is the scenery of an employee Zazen training. The picture right-hand is a form 
of AGURA sitting (cross-legged sitting) … whatever it is, I couldn't sit in AGURA which was really 
painful for me. 

But anyway, I could finish the special training.  

In Japan Zazen is implemented as an employee training, managers training and children training 
familiarly. 

 Summer vacation training by school children↑ & → 

 

 

 

And recently Zen is again introduced in US and Europa with the name of Mindfulness. 

Actually, Zen and Mindfulness are a little different. Because Mindfulness seeks something. But Zen is 
against it, Zen is “throwing away everything”. 

And please understand that the Zen training is not just Zazen but SAMU (Seiso activity) also is the 
essential factor. 

One of easy way of "throwing away everything” which in another word is "achieving an state of 
mental detachment" is SEISO.     

http://creativecommons.org/licenses/by-nc-nd/4.0/


Total Preventive Maintenance, volume V - Koichi Kimura Page 19 of 30 

 
This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. 
To view a copy of this license, visit http://creativecommons.org/licenses/by-nc-nd/4.0/.  

As a general person, it is so difficult to reach to the "state of mental detachment" with Zazen 
meditation: 

o Taking correct posture and half eye (調身: Chou-Shin), shallow breathing with abdomen (調

息: Chou-Soku), Heart quietly and watching one point in brain (調心: Chou-Shin). 
 

調身 Chou-Shin: Established a body 

調息 Chou-Soku: Established a breath and (Chou-Shin) prepare the mind. 

調 Chou: Prepare. 

身 Sin: Body. 

心 Shin: Mind. 

But soon a delusion comes… 

On the other hand, SEISO is an easiest way to reach to a state of mental detachment or wiping away 
a delusion.  

o Concentrate to sweeping corridor to become Pika-Pika (shiny). 

 Anyway, “concentrate to one point shiny”. 

I don't say that sweeping wholeheartedly but concentrate. It is the Zen mind. 

Again, I'm talking about SEISO in TPM. And it is quite true that managements and managers make 
commit to Zen. But why? … 

4. Managerial effect by 3Ss 

There is no doubt that there is a managerial effect in Seiso and Seiri, Seiton activity. 

Because, in Japanese society, there was a cultural background that to cherish Seiso and Seiri, Seiton 
from a long time ago. 

Against such background, Japanese companies have been working on solving various problems as all 
peoples implementing Seiso and Seiri, Seiton when facing the management crisis. 

An example is the 450 & 530 activity. 

Japanese likes linear rhyming and the above “450 & 530” is readed as: “Yogore Nashi & Gomi 
Nashi”. 

So, the pronunciation of 450 is Yo-go-re (Dirt). And the pronunciation of 530 is Go-mi-nashi or Go-mi 
zero. 

 Then as total 450 & 530 activity is the meaning of "Zero Dirt and Zero Rubbish" in the production 
Gemba and factory. And this logo is used very popularly in Japan. 

450 & 530 activity is the thorough activity than just 530: “Go-mi-nashi”. 

When I was working in the Osaka factory (one of branch factory of Tokai Electric Wire, around 1980), 
this factory was in management crisis.   
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To recover the managerial crisis, Osaka factory welcomed the managements from Sumitomo Electric. 
And I also dedicated to resolve the managerial crisis. 

↑Picture left-hand is a 530 activity of a company's employees and. ↑ The right-hand picture is an activity of 
school children. 

The management team carried out the replacement of bold product and stopped the production of 
the main products which were electric power cord and introduced new kind of electric wire and also, 
some parts of wiring harness. 

On the other hand, in production Gemba, not only the challenge of products replacement, but also, 
we implemented the activity of 450 & 530 in all people's participation. 

We cleaned up around and inside factory. We cleaned up each production Gemba and each 
machines & equipment. 

Cleaned up anyway cleaned up every corner, every wall & windows. And we could improve 
productivity including quality and the managerial situation even though replacing products. 

This 450 & 530 activity continued for one year only. And after this, a Kaizen Team activity was 
introduced with getting an excellent advisor who was a retiree of Sumitomo Electric and was my 
teacher. And I dedicated to this activity 3 solid years. 

The purpose of this Kaizen team activity was the education and training of Gemba group leaders and 
supervisors with through kaizen and the implementation in Production Gemba. 

This activity is similar to the Toyota Jishu-ken16, but this one is required to the Gemba-Leaders to 
leave from their job throughout the activity.   

Such 450 & 530 activity, Kaizen team activity are my foundation of teaching. And the evolved form of 
this activity is the Pika-Pika activity. 

This activity is implemented in all Sumitomo Wiring systems group of companies which is constructed 
of 101 companies in 33 countries (more than 260 thousand employees in 2018). 

Although it was a story, but anyway Japanese implement 3Ss when getting crisis or managerial 
difficulties to unite all people's direction and to get "all people's participation".   

                                                            
16 16 Jishu-Ken: Actividad en grupo y continuada, para afrontar y resolver un problema hasta que se logra 
establecer una ruta para su resolución. 
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So, what is the managerial effect obtained by 3Ss? Broadly speaking, there are direct effects from 
SEISO and indirect effects by the person who makes SEISO. 

 

Flying notes by Kimura-san 

 

Pika-Pika activity: 

I have taken up this matter in somewhere of 5Ss and Making Stream of Production lectures. 

The base of this activity is same to 5Ss. But it requires the thorough SEISO. In that way, everything, 
including machines & equipment in Gemba, is required the thorough SEISO. 

When a Japanese director visits a foreign branch company, he wears white gloves and makes the 
plant tour… Then looking around the Gemba and tough everywhere. 

After the walking round, when he makes comments of his Gemba visit, he shows the white gloves, 
which is dirty with dirt and oil or lubricant. And, says on that way: —Your Pika-Pika (5Ss) level is 
such dirty glove. And, he requires to highlight these dirt gloves up to his next visit. 

 

Anyway, the 5Ss activity of my previous company is thorough, and says —Polished machines in 
Pika-Pika and listen the voice of machines. 

 Koichi Kimura 
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Again, as direct benefits, "Improvement of workplace environment in health and safety and public 
health", "Improvement of efficiency and reduction of cost", as indirect effect, "Improvement of 
service life of machinery and supplies", "Improve employee motivation and morale ", "Improve 
teamwork and sense of solidarity ", "Improve sales", can be cited. 

5. Why is it better to do SEISO on your own? 

As I have written in before page, there are 3 types SEISO activity. And of course, my recommendation 
is to do SEISO by operator, workers themselves. 

When introducing 3Ss in foreign companies, the first barrier is who makes SEISO.  

And, when visiting foreign company, I can see the factory cleaned. But most of the case the Gemba 
workers or operators don't engage in the SEISO by themselves, but SEISO workers, who sometimes 
are outsourced, do the SEISO. 

Flying notes by Kimura-san 

Onomatopoeia: 

I got one claim and question, which is the use of onomatopoeia. When I write my document, 
sometimes I use onomatopoeia such as “Lean, lean, lean”, “Tic toc, Tic toc”, “Pika-Pika”...  

In reality, the Japanese language has many onomatopoeias which are more than 4,300.  

I use these to present a scene. But if Japanese couldn't use onomatopoeias, Japanese might have 
some difficulties to depict the scene. 

For instance: Next is a part of famous children's song (like Japanese poem). 

"Are suzumusi mo nakidasita. Ri-n, ri-n, ri-n, ri-n, ri-n (rí:n, rí:n), Aki no yonaga wo 
nakitoosu. Ah omosiroi mushi no koe". 

When translating with Google Translation (in Japanese letter).   

"Oh bell-ringing cricket also began to chirp. Lean, lean, lean, lean. They chip all through the 
autumn night. Oh, interesting the voice of insect". 

What?... Ri-n (rí:n) is translated as “lean”. 

In English, there is no onomatopoeia of such "ri-n" which is chirping sound of the bell-ringing 
cricket.   

Pika-Pika is a Japanese onomatopoeia and is the meaning of "shiny". 

When I describe some concepts, sometimes I have difficulties because of the shortage of 
onomatopoeias in English. 

Koichi Kimura 
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Again… There are 3 types of 3Ss in the companies, which are Outsourcing type to outsource and self-
owned by employees and mixed type of one and two. 

I have compared the responses of the questionnaire on the SEISO effects separately for each 
company group. One is the type of outsourcing and another one is self-owned SEISO by the 
employees. 

Then, there was little difference in direct effects.  

However, with regard to indirect effects, the self-owned group responded that it has "effective" at an 
overwhelmingly high rate. 

A little more from a Pupil of Sensei Kimura 

 

SEISO and the shaded sense of values in the Production Gemba: 

I was a bad student in my very first youth... or it is religious and traditional teachers thought about 
me about my 14 years old...  

At my 14 I leave the traditional education in a religious (Catholic) school my parents try to educate 
me. It was a good and prestigious school but definitively I thought in a different way and I was very 
critical in many aspects of my education, even at that young age. 

Then, I searched my own path in a little vocational school of one village no very far form my living 
city. And It was the best choosing I ever made, because the thinking of this little vocational school 
was completely different from the previous one and from, even now, the actual perspective of 
Spanish education system. 

In that little school I learned to learn, I got the hungry for learning and, I learned, even SEISO as in 
the Japanese schools. Because all the cleaning work of the school was made by students. But not 
only the cleaning, also the whipping the dishes and all maintenance works, hand by hand with the 
teachers and even the school director. 

In that school I studied for only two years, I learned many things, but the most important is the 
shared sense of values Sensei Kimura shaped in his lectures and, "shared work leads to shared 
sense of values". 

So, the construction of the shared sense of values can be built through a shared work, hand by hand 
with your colleges. That is because SEISO is so relevant, because you work hand by hand with your 
Supervisor, Managers and Engineers in one and only short-term target, that achieve mutual 
fellowship. 

Now I'm consciousness about that and the goodness of SEISO as a common activity... Perhaps that 
is because I love the Production Gemba. 

Eduardo L. Garcia 
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So, why is it better effects to implement SEISO by self-owned (by themselves)? …The lifespan of 
machines and equipment improve because when the operator or worker do SEISO themselves, they 
can have attachment to then and care for them. 

With that extension, attachment to the workplace and company is also enhanced, SEISO with 
colleagues increases teamwork and improves the atmosphere of the workplace. 

I introduce one more interesting company... Recently I was introduced the name of this company by 
my old friend. The company's name is Yamada-Seisakusho17 (Tamada Manufacturing). 

6. The Yamada-Seisakusho example 

This company used 5Ss to be in the corporate philosophy and succeeded to rebuild corporate 
management. 

Although it is a company with fewer than 20 employees, visitors have come from the inside and 
outside of the country continuously.  

What is their purpose? …And, Has this company a cutting-edge technology?... Really, they don’t. He 
hasn't such technologies and it is indeed very small company. However, there are many visitors every 
time. 

On the day my friend visited this company, several large foreign visitors went into the factory. It 
seems like visitors from Africa. 

Actually, this company is widely known among Kansai18 
small and medium enterprises in "3S activity" of Seiri, 
Seiton and Seiso.When saying "3S", I think that any big 
or small company will keep in mind. However, Yamada 
Manufacturing's efforts are thorough enough to say 
that this is the ultimate "3S activity". And when 
comparing Sumitomo's Pika-Pika activity, his activity is 
in no way interior to it (Pika-Pika activity). 

Among the factories, amazingly organized and tidied 
thoroughly. 

He uses a technique called "Type trace Control". 

← One example of a "Type trace Control"… 

…Tool 3Ss control with the transparent board and with 
casters (this photo is also not the Yamada's). 

                                                            
17 Yamada Seisakusho:  http://www.yamadase.co.jp/en/  
18 Kansai; Osaka area. Kantou; Tokyo area. Kansai region: https://en.wikipedia.org/wiki/Kansai_region  
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↓ Bad example in a foreign factory   ↓ Good example in a foreign factory 

 

This method is useful as 5Ss technique and well known in the world. And Yamada's control level is 
more thorough. Unfortunately, it is not possible to show Yamada's factory photos. 

A company employee explains with his confidence and pride as next: 

“Tools such as drills and hammers are hung on the panel at the side of the wall, but the shape 
of each tool is drawn on that panel. (Type trace Control) 

It is required to hang in the same place in the same direction. 

In this case, even new employees, they can immediately find the indicated tool. 

Previously it took tens of minutes for looking the tool. There was also a lot of time and effort 
to listen to who took out and find the person. Now we can take out any tools within 60 
seconds. 

Casters are attached to the working tables and trash cans. And these can be moved, so it is 
easy to make SEISO. Then, if necessary, change the layout, concentrate the equipment in the 
workplace and can-do efficient work. 

There is no drawer on the desk at the Gemba office. 

Sharing scissors and staplers, etc. are placed properly on the carriage so that anyone can use 
them at any time. 

The number is also decided and only to buy (for instance) two marker pens, two gum tapes 
and saving waste. 

And then we could also succeed to save waste of office supply”. 

In fact, the factory has never a one of garbage. When looking at the Pika-Pika (shiny) factory floor, it 
certainly makes want to learn that know-how. 

But this thoroughness, in fact it raised from the circumstances out of necessity. 
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Reality, this company had tremendous difficulties because of a dramatic decrease in sales, at 1998. 

Then, the Senior Managing Director Mr. Yamada and current President, and his brother went out for 
sales. 

But the reaction of customer wasn't good and told… —You have no machine, technology is mediocre, 
price is not cheap, what your strength is Mr. Yamada? —said their customers, in the mean time they 
felt defeat. 

They could not say a sales point though it was a company of their father, but they had to go home 
silently. 

No machine to produce unique products, no technology. So, price? …It has no advantage. This is the 
position of this company. 

I saw many small companies in Japan and foreign countries. But in my experience, it is quite rare that 
the company has competitive technologies and/or competitive products in price. 

For instance, your company… Good quality? Or Strict adherence to delivery time? …All of these are 
good. But now these are not to be an advantage. And in the present world these conditions are quite 
natural as a company. 

Has your company competitive technology? 

In Japan there are 217,600 industrial factories at 2017. And in these 90% are the small factories 
which the number of employees is less than 50. 

And most of these companies don't have certain competitiveness.   

For instance, I have introduced an unique 
company who is Kobayashi-Kengyou in 
TPM-3. And this company has very special 
polishing technology. This company is small 
but has technology which cannot imitate. 

And, in Japan also, such company is quite 
rare. Most of the small companies hasn't his 
competitive products or technologies and 
are in unstable position. 

What is your company's competitiveness? …If your company has competitive technologies, products, 
you are very lucky.  

Then this story is how the usual and small company whose name is Yamada Manufacturing could 
escape from the management crisis. 

And the answer was the thorough 5Ss implementation. 

Let's look at the story of Yamada Seisakusho 

They went out for sales for days and days on end. But the situation was so difficult to gain new 
orders. 
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In such a time, the seminar of "3S activity" co-organized by Osaka Industry Promotion Organization 
and the Osaka Small and Medium Business Entrepreneurship Council caught their eyes. 

It was a free lecture on the theme of "Good workplace is the best salesman". He and his brother 
attended it as clutching at a straw. 

After the lecture, he said.  —One of the companies that the instructor introduced at that time was a 
company that I had visited in sales. And it was a company who I thought to be a good atmosphere. 
And I remembered that I thought that I wanted to make such a company. 

The brothers decide to do 3Ss in the car on the way home. And, the brother said —3Ss will be an 
important activity of reconstruction of our company, and our factory will collapse unless this 3Ss is 
done. 

But the things did not carry so easily. Although, in that way, they started 3S activities since the next 
day.  

Early in the morning the factory started Seiso in 30 minutes, but it was not understood by employees 
facing a crisis of bankruptcy. Particularly objected was the father who was at the time president and 
the founder of this company.  

—How much would you expect if you spend 30 minutes in the morning!? —The father reprimanded 
and said. 

Also, in the factory there was a machine which the father used to take care of from long ago, but it 
was an obstacle because it was not used. Therefore, he (Mr. Yamada) has attempted to dispose this 
machine to Waste Disposal Company while the father was out. However, the father came home 
suddenly and was furious at the place where he was loading the machine on the truck. Then yelled at 
each other and fierce fight of parent-child fighting. Eventually the son was not ceded his claims, the 
machine was disposed of.  

In Mr. Yamada's such desperate figure, 3Ss activity is being pulled and gradually Seiri and Seiton 
progressed. 

The tools are arranged in a fixed position. And all materials are classified Seiri & Seiton in 4 
classifications as the first step. 

• Raw materials as required immediately in production; 

• Waiting materials, as required within 5 days; 

• Dominant materials, as required within 6 months;  

• Dead materials, as Not used for more than six months; 

• Dead materials, as they are now being disposed of without exception. 

And in parallel, they temporarily stopped the work of the whole company and carried out "SEISO of 
the factory". 

Everyone wears a dust mask and a helmet, polish the floor and redraw the white line cleanly. Of 
course, machines and equipment were cleaned up by special team. It took about 30 days to take the 
time which was planned for 2 weeks. But they continued the working until the end including painting 
on the ceiling. 

He expressed the impression of completing the beginning of continuous 3Ss activity and said as next. 
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—I was so happy. At this moment, when we finished the special SEISO, there was a feeling that 
everyone was united. But this is the beginning. 

When a family member of a senior employee came to the factory and was about to step on the white 
line on the floor, there were the scene which the employee remonstrated so as not to step on the 
white line. 

And when President Yamada saw this, he was convinced and said —At last the newcomer's and the 
veteran's heart have become one, and the foundation for reform was created. 

After this special activity and establishment of the foundation of 3Ss, when Mr. Yamada and his 
brother go for sales and visit to customers, they ask to customers to visit their factory. And they 
succeed to have customers visit. 

Their tactic is: 

• Gaining the customer's visit to gain trust. 

• In getting customer's visit, gaining the encouragement of keeping 3Ss activity and customer's 
visit to be a driving force of continuous activity. 

• Using visitors as the teachers or suggestioners of improvement. 

And as the result now, reputation calls for reputation and about 280 companies and organizations 
annually visit the factory from not only Japan but all over the world. The observation team from the 
beginning Africa also came to see the method of Japan's "3S activities" in introduction of the Kobe 
International Cooperation Centre.  

This tour is also linked to work. From the company that visited, this company got the evaluation and 
business in the voice of the visitors: 

"It is possible to trust if this factory is clean so much". 

It is really that 'Good workplace is the best salesman'. 

"3S" can be said to be an efficiency improvement measures that are most fit for production Gemba. 

And while president Yamada has been striving for cleaning the toilet and disseminating the goodness 
of Japan to the world today. 
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III. 5S’s colophon 
Now, In the conversation with my old student 

—Your country and Japan are in different culture. Then your country has a handicap when comparing 
the situation, historical back ground to Japan. But such situation can't be changed —I said.   

Now a day the word of 5Ss is very popular in the world. And it is no doubt 5Ss is one of fundamental 
condition for Lean management. However, when looking at a factory who purports to be Lean, the 
5Ss situation is absolutely insufficient also has many Mudas in his Gemba. 

Again, 5Ss evolved in such background of history, culture and thought.  

In foreign country, is it difficult to introduce and stabilize 5Ss? …Yes, it might be more difficult than 
Japan or Buddhism countries. But it is never impossible. In reality, Sumitomo Wiring Systems 
implement Pika-Pika activity in his foreign factories. 

Indeed, I have had the doubt that it might be impossible to stabilize 5Ss in foreign countries. And at 
that time, I have been helped by my Chilean friend who is a consultant and teaches Kaizen. 

He invited me to a seminar hosted by him. And I saw the presentations of 5Ss introduction activity in 
about 5 companies. 

In these I was impressed in one example which was a company who implemented the SEISO 
Campaign. (I introduced these in the document of 5Ss.) 

 

The president participated and took the initiative to this activity.  And, when I looked at this example, 
I could convince that it is possible to stabilize 5Ss. 
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Again, based on these results, it is understandable that Japanese companies have grown by 
cherishing the indirect effects brought by the person who makes SEISO rather than the direct effects 
obtained of SEISO. 

So far, I looked at the effects of Seiso and Seiri, Seiton of Japanese companies based on past 
materials and data. 

Again, 3Ss has the direct and indirect effects in Gemba. Moreover, 3Ss was used to improve moral, 
discipline and solidarity. And, 3Ss was used as a logo and to unite and seek the air of "all people's 
participation". 

I hate to rag, but… 

If no 5Ss, there is no foundation of "All people's participation", 

if no "All people's participation", there is no mind of "Attachment to the machine". 

And finally, if no "Attachment to the machine", there is no Jishu-Hozen.  

 

How to introduce and systemize Maintenance SEISO. 

1. Forster the mind of taking care of machine and tools by one's own. 
2. In parallel, teaching the machine construction. 
3. Not to be unwilling human investment. 

 

 

 

 

IV. Next Lecture 
Next, I would write the Seiso & Inspection activity a little more… And, I write the 5Ss issue on the 
way of:  

4) Sound practice to corporate and; 

5) Right brain management and Left-brain management  

 

Koichi Kimura CC4 – August-2018. 
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